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FOREHG&D
Ny

This research vas conducted as an in-house affort by the ARI Pield Unit
et Fort Benning, Georgia. The emphasis in the research nn the effects of
management policies on enlisted attrition is a relatively new approach to
research on the Army's manpover problems. Moat attrition research has focused
on identificatinu of individusl characteristics reslated to attritinn which can
then be used L0 select personnel who will not drop out. The rases.:" approach
raported here may be more relevant to the current manpower enviromme:.. share
there ie only a small pool of people from which to select and success of the
Army's mission depends on xataining thoss people who are recruited. Thene
results wvill be of particular interest to the leadership of the Infagtry
Advanced Individual Training Brigade at FYort Beaning and to that of other
military orgaiiizations charged with the responsibility of initial trainyng
for recruits, 3

EDGAR M. JOHNSON
Technioal Director
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This research was conducted as an in-house effort by the ARI Field Unit
at Fort Benning, Georgia. The emphasis in the research on the effects of
nanagement policies on enlisted attrition is a relatively new approach to
research on the Army's manpowar problems. Most attrition research has focused
on identification of individual characteristics related to attrition which can
then be used to select parsonnsl who will not drop out. The research approach
reported hers may be more relevant to the current manpover environment where
there is only a small pool of people from which to select and success of the
Arny's mission depends on retaining those people who are recruited. These
results will be of particular intersst to the leadership of the Infantry
Advanced Individual Training Brigade at Fort Benning and to that of other
wilitary organizations charged with the responsibility of initial training

for recruits.

EDGAR M. JOHNSON
Technical Director
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RELATIONSHIPS AMONG RATES OF ATTRITION IN TRAINING AND SUBSEQUENT ATTRITION
IN LINE UNITS

EXECUTIVE SUMMARY

Requirement:

This research wvas i{nitiated to help understand how leadership and manage-
ment practices influence the probability that a soldier will leave the Army
prior to completion of his normal tour of enlistmant. Although the finitial
smphasis was on leadership practices of training cadre, that emphasis changed
to an examination of higher menagement policy changes and their effects on
training attrition. This shift occurred when such a policy change caused
attrition in a training brigade then under study to effectively disappear.

The relationship between the amount of attrition in training and subsequent
attrition of graduates was another major focus of the rcsearch.

Procedure:

MILPERCEN training and separation files were ohtained for all soldiers
scheduled for Infentry training from January 1976 through December 1978.
These data allowed the {dentification of all soldiers who left the service
prior to completion of Basic Combat Training (BCT) or Advanced Individual
Training (AIT) and at different periods following successful completion of
AIT. Attrition rates for BCT, AIT and the first 90 days following AIT were
examined and intercorrelated. The ''constant attritfion hypothesis' predicts
4 negative correlation between training attrition and line unit attritioa.
That is, there is a constant amount of unavoidable attrition to be expected
from a recruit cohort of a given level of quality; therefore, low attrition
during training necessarily would be followed by high attrition in liae units
for training graduates and high training attrition would ba followed by low
attrition in line unita for training graduates. Correlations were calculated
between training attrition and line unit attrition for monthly training
cohorts to examine this constant attrition hypothesis., Correlations were
also calculated between training and line unit attrition for actual calendar
dates to evaluate other hypotheses for attrition changes which are not related
to cohort (e.g., an Army-wide policy change).

Findings:

The conetant attrition hypothesis was not supported. Attrition iu train-
ing was found to be very high for 1976 and very low in 1978, Howevar, line
unit attrition for the graduatas of these training cycles did not increase
vhen training attrition decreased. In fact, attrition rates in BCT, AIT and
line units were positively correlated among each other, with attrition not
only dropping in training but also dropping in line unite. Although cohort
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factors (selection criteria, truining unit attrition policy, etc.) may have
had some cauval relationship to the parallel attrition changes in training
and in line units, factors which have a simultaneous effect on attrition in
BCT, AIT, and line units appear to be more important.

Utilisation of Findinge:

These findings suggest the posaibility that early first tour attrition
from the Army can be lessened by increased efforts on ths part of Army leaders
to develop marginal soldiers. Consequently, this report will be of interest
to the leadership of all units in the Army and the other services charged with
initial training and socialization of recruits.
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RELATIONSHIPS AMONG RATEE OF ATTRITION
IN TRAINING AND SUBSEQUENT ATTRITION IN LINE UNITS

TNTRODUCTION

In the Summer of 1977, an ARI resecrch effort relating leadership factors
to training attrition proved impossible to carry out shortly after it was
begun because attrition in the Brigade :hosen for astudy declined sharply from
prior levels. The research described iu this report, {n part, bears on the
original "leadership factors" question. However, the primary emphasis in the
current resdearch is the effect on later attrition in line units of the reduced
attrition im treiniang units.

The sarlier resaarch project had been planned to measure the attitudes,
experiancs, and performance of Drill Sergeants in Infantry Advarced Individual
Training (AIT) at Pt. Benning, Georgia, aid then to relate these Drill Sergeant
characteristics to rater of attrition in the Drill Bergeants'’ platoons. Pre-
liminery invesstigations hed shown a high average attrition rate acros~ platoons
with substantial variation betwsen platcons. This attrition changed dramati-
cally, huwever, at about the tiwe data collection was begun. In the initial
battalion 1in which Jats ware collucted, attrition effectively disappeared.
Similar drops in attrition also occurred in other training battalions of tha
Infantry AIT Brigade. It quickly became obvious that no correlation of Dr'll
Sergeant characteristics with attrition would be possible because therea no
longer were any real diffarences in attrition among piatoons.

The major raason for the drop in attrition that made the initial r. search
impossiblae und the current project possible was the command policy established
by a nev Brigade Commander. The new comzander inotiiatod a policy that attri-
tion of trainees under the Trainee Discharge Program* (TDP) was to be greatly
reduced or eliminated, where possible. Training cadre, who had previously
Lesan advised to eliminate trainees who did not appear to be able to quickly
learn the skills or handle the responsibilities of Infaniry soldiers, vere
now strongly encouraged to put forth extra effort to maks such trainees into
good Infantrymen. Some of the training cadre believed that such "artificial”
veduction in attrition during training would have the rasult that thoss sol-
diers, who previvusly would wot have made it through training, would quickly
becous drop-outs in the line units to which they were assigned after Infantry
AIT. Tke ovarall effect thus would be that no additional soldiers would be
available to Infantry units, but that much additional mcney would be spent in

—

l‘rha Trainee Discharge Program began in September of 1973, The program
vas designed to expediently eliminate enlistees who appesarad to have minimal
potential for military service. The program aims to reduce expenditures
associated with ctraining during the early monthe >f enlistment by processing
out of the Army trainees deemed unsuitable after appropriate rshabilitory
sffort.




the training environmeant on trainee salaries, ammunition, etc. This balief
that early losses reduce later losses and that reducing early losses inctpases
later losses will be referred to as the "constant attrition hypothesis" t
highlight tha view that there is a constant amount of unavoidable attritiom
which must be expected from each training cohort of recruits at s given laevel
of quality.

The sharp declire in attrition in Infantry AlT provided a unique oppor-
tunity to conduct research on the relationship between attrition policies and
attrition rates during training and subsequent attrition of survivors of that
training in their post-training assignments in line units. Limited training
attrition data from the Brigede shoved that attrition rates were relatively
high from January 1976 to June 1977 but were low from October 1977 to December
1978 as a consequence of s gradual drop betwsen June and October §977. If the
"constant attrition hypothesis" were valid, line unit avtrition of Infantry
soldiers should have been low for successful graduates of Infantry AlT during
the early period when AIT attrition was high, wheresas conversely, line attri-
tion should have been much higher for successful AIT gruduntco during the
later period when AIT attrition was low.

There are two alternative hypothcno. to the "constant attrition hypothesis.”
One is that factors producing line unit attrition are independant of whether or
not a man vas "gotten rid of" or "reclaimel" in the training environment. 1f
that vere so, line unit attrition would not differ between graduates from
periods of high and those from pariods of low attrition in training. A sscond
alterrative hypothesis about the effect on line unit attrition of reducing
training attrition is that the efforts to reclain problem soldiers with a low
probability of training success would not only "pay off" in terms of increased
numbers of training graduatss, but those developmental efforts would increase
the ability of these marginal performance soldiers to succeed in assignments
subsequent to their training. Llow training attrition and low line unit attri-
tion would go together. This research was designed tu explore the validity
of those competing views.

METHOD

From January 1976 to the present, all soldisre with Infantry MOSs (l1B
and 11C) have been trained at ¥t. Benning, Geurgia. Some training cycle data
were still available at the Infantry Training Brigade at Ft. Benning for part
of the perfod from January 1976, when Infantry AIT began, to December 1978,
vhen Infantry AIT began to shift into Infantry One Station Unit Training (OSUT).
These records vers used to determine the AIT attrition rate. They were not suf-
ficiently complete to allow the determination of attrition rates for the total
three~year period, but they did seem to confirm obsarvations from the earlier
aborted research effort on the relationship of Drill Sergeant factors to attri-
tion rates. The records show that attrition dropped dramatically during 1977,

S VS AV B
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To obtain data that would allow us to draw the total pioture on
Infantry AIT attrition for the period in question and to obtain attrition
rates for survivors of the AIT classes in their subsequent duty stations,
¢ eeties of data tapes wera obtained from the Defense Manpower Data Center
(DMDC) in Monterey, Cslifornia. This tape files included the Training Pile
on 87,112 goldiers who were scheduled to receive Infantry trsining
during the period Janvary 1976 through December 1978, 1In addition,
separation data (date and resson for separstion) were inocluded for all
personnel on the file who left the service from Jenuary 1976 through
Deceabear 1979. For troops trained early in the period, these departures
X were most likely to ocsur for normal end-of-tour ressons, However, the
8 separstions that shortaned normei tours were of primery interest.

Although it weas originally expeoted only to odbtain data on soldiers who
.left the servigce during AIT and soldiers who left after AIT from

post-AlT assignments, the dats on the tape also enabled us to identify
4 Infantry=destined soldiers who did not even make it through their Basio
2 Combat Treining (CT).

" The data tapes were mounted and snalysed at the TRADOC Data :

Processing Field Office at Ft. Leavenworth, Kansas, from the Ft. Benning
i remote terminal. Personnel on the tape file with separation dates
ocourring prior to the soheduled graduation date of BCT werc designated
as BCT "attrites." Trainees with separation dates after BCT graduation,
but prior to AIT gradustion (projected), were designeted as AIT
asttrites. All others separated prior to the norasl end of their
enlistment were "line-unit" attrites,

4 T i N Y

! Line=unit attrites were ocatagorized on the basis of the time from

\; ATT graduation prior to separation., The AIT graduation date was

\ sctually subtracted from the ssparation date. Line unit sttrition was

B then ocategorized as ocourring in the first querter following AIT, second
quarter fullowing AIT, eta, Partioular attention was given to the firet

' ninety days following AJT greduation since presumably this would

i encompass the period when "“bordarline®™ soldiers who ocompleted AIT would

be most apt to attrite,

hy RESULTS AND DISCUSSINN

The datea were anslyzed initiaslly by AIT cohort., Soheduled AIT
gradustion date (for persont leaving the service during BCT and during
AIT) and sctual graduation date (for persons completing AlT) aetermined
the cohort to whioch a soldier belonged. Basic training attrition rate,
ATT attrition rate and line unit attrition rate for the first 90 Aays
following AIT graduntion were plotted (n Figure 1 as a function of the

f month of AIT gradustion. The total number of soldiers, who entered the

! army with projected or actual AIT graduation dates during the month, was
'.4 used to osloulate the attrition rates in BCT, AIT und in line units, As
a result, there are some built in dependencies in the data. For
exsmple, if averyone were to drop out in BCT, there would have to be
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Figure 1, Relationships among rates of attrition In training (BCT and AT} and subsequent atirition
in line units (TOE) es a function of training cohort.




sero attrition in AIT and in 1line units. This inverse relationship
among RCT, AIT send line-unit attrition would be expected to be small
when attrition rates wers low, However, it was recognised that this
statigticnl artifact existed that could lead to some oconfirmation of the
“oonstant attrition hypothesis,” {.e., high attrition eerly leads to low
attrition later,

Inspeotion of Pigure 1| olesrly shows a disconfirmation of the
"oonstant attrition hypothesis." The striking deoline in AIT attrition
that we had noted from looal date records resppeared in the DMD( date
for mid-1977. However, line-unit sttrition during the first 90 deys
following A1T and BCT attrition ahowed a striking decline parallql to
the AIT attrition drop. The BCT attrition decline was completely
unexpected, BSeveral BCT centers provided soldiers to Infantry AIT at
Fe. Benning and there was no expectation that all ocenters would
simultanecusly effect a polioy suoh es that which had been inplemented
in Infantry AIT to reduce sttrition,

Another way of presenting the data of Tigure 1 wes to caloulate the
product momeant oorrelations between the different attrition rates with
pairs of points determined by the month of ocourrence. Thesa
oorrelations were all substantial and positive. Between BCT attrition
and AIT attrition the correlation was .72. Between BCT atrition end
first-quarter 1ine unit sttrition the correlation was .49, The
ocorreletion between AIT attrition and firat quarter line wnit sttrition
was .61, With 31 data points (wonths), all of these correlations are
highly significant and fully one half of the variasnce of AIT attrition
is prediotadle from BCT attrition,

"Clemping a 144" on training attrition in Infantry AIT certsinly
did not ocause line unit attrition to "balloon" for AIT gradustes as the
"aonstant attrition hypothesis" would prediot. Still, it was difficult

- to believe that the training attrition drop “osused" the line-unit

sttrition drop. The even stronger relationship between BCT attrition
and AIT attrition also certeinly did not seem to represent any oausal
effect of the BCT attrition drop on the AIT attrition drop.

A number of factors whioh might influence attrition in all three
settings in the same direction were considered. For example, if the
enlistment bonus inoreased during 1977, soldiers would be more apt to
stay in the service to ocnlleot it., We quiokly learned that no change in
the smount of this bonus for Infantry MOSs ococourred between 1976 and
1978, Another possible explanation was whether or not the economy
showed a major change that would make getting out of the Army much less
attraotive in the perind of low training and low line unit attrition.
Unemployment increases did occur but not until wore than a year following
the striking drop in Infantry soldier attrition,
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Selection factors wera also oconsidered, If the quality of
average recruit had markedly improved during 1977, this could t .ve\pro-
duced the higher success rates in training and the reduced attritidnm of .
suwdoessful trainees in line units. However, discussions with Reoruiting
Comnend personnel at Pt. Sheridam indicated that no major change in
entry level stenderds had oocourred during this period nor any change in
average aptitudes of entering personnel.

¥hile reviewing these different possible explenations for the drop
{n BCT, AIT, end line~unit sttrition, it became evident that it aight be
possidble to {solate the "osusal® factor on the basis of the timing of

the attrition. Cohort factors such as a change in selection oriteris
would have their effect on attrition in basic training prior to AIT and
in AIT prior to line units. WNon-ochort factors such as an Aray-wide
attrition policy change would affect all oohorts simultanecusly.

Figure 1 had been plotted to exsmine a "cohort®™ explanation,
namely, AIT attrition polioy effects and the "oonstent attrition
hypothesis.™ BCT attritinn, AIT attrition and first=quarter-=line-unit
attrition were all plotted at the point on the horigontal axis whioh
ocorresponded to the AIT greduation date (scheduled or resl) of the
eohort. Thess data were replotted in Pigure 2 80 that attrition rates
appeared at the asoctusl time of their ococourrence. WCT attrition was
moved two months o the left of its position in Figure 1 to refleot the
fact that BCT and AIT start dates wers separated by two months.
First-quarter=line-unit attrition was moved thrae months to the right of
its position in Figure 1 to reflect more olosely the sverage
90=day-1ater date of attrition of these soldiers who had completed AIT,
AIT attrition was left where it was in Figure 1. Tewer months (27)
remained with ocomplete dats ar a result of these shifts.

Comparison of Figure 2 with Figure 1 showed that the ocorrespondence
of changes over time in BCT, AIT and line-unit attrition was even
greater in Figure 2 than in Figure 1, A quantitative sheok of this
reletionship was also made and the correlations between the attrition
rates for the three locations (BCT, AIT and line unit) for both the
ochort enalysis of Figure 1 and the "real-time" analysis of Figure 2 are
presented in Table 1. 1t can be seen that the large positive
ocorrelations for the sohort anslysis (reported earlier) are not as large
88 the similar correlations for the new real-time grouping of attrition
rate peirs. Resl-time faotors appesr to be oriticsl in producing the
changes in attrition in BCT, AIT end line units slthough ochort faotors
may elso oontribute.

One a-:.reoctive "real-time™ explanation of these parallel drops in
attrition 4ia BCT, AIT and line units, whioch still has not been rejected,
is that sn Army-wide policy change on enlisted attrition was implemented
in 1977 by commanders in BCT, AIT and in line units. Discussions with
Department of the Army personnel have indiocated that no written

6
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TABLE 1

INTERCORRELATIONS AMONG ATTRITION RATES PER MNMTH POR INPANTRY
SOLDIERS DURING BASIC TRAINING (BCT), ADVAMCED INDIVIDUAL
TRAINING (AIT), AND FIRST 90 DAYS IN LINK UNITS

J BASIS FOR PAIRING DATA
CORRELATION
ACTUAL DATE
TRAINING CORORT OF ATTRITION
(31 months) (26 months)
BCT WITH AIT .12 ‘ .78
BCT WITH YIRST 90
DAYS IN LINE UNIT A9 .59
AIT WITH PIRST 90
DAYS IN LINE UNIT .61 .81
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regulation oi ordar was produced for the purpose of reducing attrition.
However, these discussions have not eliminated the possibility of a verbally
transmitted instruction to implement such a policy of attrition reduction.

In some respects, this research raises mora quastions than it anewers.
For example, did these dreps in attrition occur in M0Ss other than Infantry?
Did delinquency increase when attrition dropped in the training anviromment ox
in line unite where thess trainees were subsequently assigned? Did unit morale
or unit ufZectivensss deslina?! Ualortunately, the current dats file canmnot
provide answers to these questions. Hopafully, research personnel with access
to the requisite data might address them.

Two major results of the current research do stand out, however. One is
that changes in command policy on attrition can dramatically reduce the rate
of attrition in training units. This "leadership factor" certainly is a potent
determinant of attrition. The related second findin, is that following thase
drops {n training attrition, attrition rates do not "balloon” in the new unite

vhere the graduates of these training unite with low attrition are assigned.
8ince these reductions in attrition are not just temporary effects, a policy
to maintsin lov attrition in training appears to bs justified.




